Department of Energy
Washington, DC 20585

Jun 2, 1998
The Honorable John T. Conway
Chairman
Defense Nuclear Facilities Safety Board
625 Indiana Avenue, N.'W. *
Suite 700

Washington, D.C. 20004
Dear Mr. Chairman:

The enclosed report is forwarded in response to your letter of December 5, 1997, requesting
an evaluation of project management at the Department of Energy (DOE) and the Los
Alamos National Laboratory (LANL).

We have made significant improvements in how we are managing projects at LANL, but
there is still improvements yet to be made which the enclosed report reflects. You will note
that Dr. Browne at LANL has taken positive steps to improve project management through
organizational changes and initiation of an external advisory board with considerable project
management experience. Because of the recent nature of these initiatives, LANL has not
fully implemented the changes, and a full assessment of them by both LANL and DOE will be
provided at a later date. In addition, an action plan on the activities we will be taking to
improve project management will be provided. We expect to provide these in the July to
August 1998 timeframe.

In the coming months, we will keep your staff fully informed of our progress in making the
necessary improvements outlined in the enclosed report. Your continued advice and
assistance in this area is welcomed. Should you have any questions, please contact me or
your staff may contact Mr. Michael T. Mitchell at (301) 903-308S.

Sincerely,

/.
Vi
Vitor H. Reis
Assistant Secretary
for Defense Programs

Enclosure

cc w/Enclosure:
M. Whitaker, S-3.1
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Department of Energy (DOE) Report
Response to the Defense Nuclear Facilities Safety Board (DNFSB) Letter
of December 5, 1997

DOE Response Purpose and Summary

This report is provided in response to the December 5, 1997, letter from John T. Conway,
DNFSB Chairman, to Victor H. Reis, Assistant Secretary for Defense Programs (DP),
DOE, regarding DOE and Los Alamos National Laboratory (LANL) project management
of the Capability Maintenance and Improvement Project (CMIP).

The Department agrees with the DNFSB that there are several deficiencies and open
issues associated with project management of the CMIP. Furthermore, DOE and LANL
acknowledge that many of these issues are systemic to DOE and LANL project
management, and thus may affect several Stockpile Management (SM) projects. DOE is
committed to addressing the issues and correcting the deficiencies that impact both DOE’s
and LANL’s ability to effectively manage and execute projects.

The DOE has undertaken assessment activities to determine the root causes, corrective
actions, and implementation strategies required to fully establish and maintain an effective
construction project management program to ensure proper execution of the SM projects
at LANL. These efforts resulted in the formation of the Nuclear Construction Projects
Office (NCPO) within the Albuquerque Operations Office (AL). The NCPO was
established to provide a single DOE line management field organization to establish
required capabilities and operate under the basic principles cited below:

O Provide a focused, technically competent organization that is responsible, has
authority, and is accountable for safe and cost-effective execution of LANL SM
projects and which is aligned with the SM program office to assure integration of
program, project, and safety requirements throughout the project life-cycle.

O Ensure all work i$ performed in accordance with Integrated Safety Management
Principles.

O Ensure roles, responsibilities, and interfaces are clear and well defined, and a clear
chain of authority exists and decision makers are accountable.

O Ensure required formality, rigor, and integration of project and operational needs is
implemented to safely execute projects with ongoing nuclear operations.

D Establish and maintain a clearly understood, efficient, and documented project
management system. Effectively transition from the requirements outlined in DOE
Order 4700.1 to the performance based DOE Order 430.1 assuring that DOE
contractual and project requirements are clearly documented and implemented.

D Ensure that project management performance is formally evaluated and improvements
are implemented as required. '

The NCPO is in place, completing required staffing, and already implementing many of the



actions required to meet the DOE objectives incorporating the aforementioned principles.
However, the actions required to meet these objectives are in varying stages of
development and implementation, and it is recognized that a continued and concerte
DOE and LANL effort is required. To support this, the ongoing and planned DOE
corrective actions are being captured in an NCPO Action Plan (AP) that is still under
development. The AP will be formally tracked and managed by NCPO to complete
required actions, some of which are summarized in this report. The high level roll-up
activities that constitute the current NCPO draft AP are depicted as actlvmes A-1.1
through A-6.1 in the draft AP summary provided in Table 1.

LANL has also already instituted some corrective actions to support improved execution
of the SM projects. In addition, LANL has very recently initiated organizational changes
and assessment activities that are designed to further strengthen LANL’s institutional
approach to project management. LANL has not completely developed or detailed these
efforts for DOE review; and therefore, DOE is unable to fully evaluate the actions being
implemented, potential actions resulting from ongoing assessments, or their effectiveness
in addressing LANL project management deficiencies.

While these corrective actions are being implemented and assessment actions are ongoing,
DP, NCPO, and LANL are employing a deliberate, incremental approach to the SM
Construction Program activities at LANL. DOE and LANL readiness to initiate and
complete project activities is evaluated and verified at each phase of a given project before
- follow-on work is authorized. This ensures that appropriate project management
infrastructure is in place and implemented to support any project work authorized. These
activities primarily consist of mutual DOE and LANL development of firm project
baselines. This allows continued development and advancement of the SM projects at
LANL to support critical safety and program objectives in a controlled manner.

Therefore, this report, as requested by the DNFSB letter, provides the methodology,
status, and results of the DOE evaluation of the capability of the current CMIP program
management at both DOE and LANL. Additionally, it describes the DOE and LANL
actions to achieve overall improvements in the SM construction program at LANL with
emphasis and detail placed on the four specific areas cited by the DNFSB. Two key
efforts; (1) the NCPO AP, and (2) the results of the LANL reorganization, assessments,
and subsequent DOE evaluation, represent work in progress, and could not be fully
detailed in this report. The DOE and LANL are committed to completing these actions
and they will be the subject of follow-on discussion and submittals to the DNFSB after
they have reached appropriate levels of completion



Report Development and Format

The DOE has several ongoing efforts to improve project management which range from
agency wide initiatives to project specific corrective action plans. Similarly, LANL has
various project management assessment and improvement efforts underway. As such, and
to meet the aforementioned report objectives, this report was developed and formatted as
described below.

The report first provides a discussion of the DOE Evaluation and Action Plan that outlines
the DOE actions that have been completed, are ongoing, or planned to improve project
management for SM projects at LANL. As such, the actions described in this section
apply not only to the CMIP, but also to other SM projects that have experienced problems
and/or are critical to meeting SM missions at LANL. It is recognized that some issues

~ require or involve LANL-wide actions, but the emphasis of the AP and this report is
clearly placed on the SM projects. These actions are presented in the draft AP summary in
Table 1.

The DOE Evaluation and Action Plan discussion is followed by eight attachments.
Atiachments 1 through 4 contain more detailed responses corresponding to how DOE is
addressing the following four focus areas cited by the DNFSB:

O Provide more focused, structured organizations augmented with personnel well
experienced in the design and construction of major, complex, hazardous projects.

O Develop appropriate project management controls for CMIP per DOE Order 430.1 or
equivalent.

D Develop safety design criteria before preliminary design begins.

O Develop a systematic life-cycle analysis fully considering health, safety, and
environmental requirements, as well as mission needs.

Each of the above attachments discusses the issues, status, and the associated qction plans
and schedules to address the deficiencies identified by the DNFSB and DOE.

Anachment 5 contains a draft NCPO Program Management Plan (PMP) which is currently
being developed to document how DOE will manage SM projects at LANL. This
document is the key tool by which DOE will document organizational roles and
responsibilities, describe interfaces within DOE and between DOE and external entities,
and establish and maintain project management systems to control the projects and
measure DOE and LANL performance.

To fully assess project management at LANL, NCPO issued a March 20, 1998,
memorandum requesting LANL answer a series of questions regarding LANL program
management capabilities. LANL submitted a response that due to ongoing organizational
changes, project evaluations, and management assessments precluded a complete and
detailed response. Because of these factors, a fully detailed DOE evaluation of LANL
project management capabilities, incorporating the results of the ongoing LANL



initiatives, could not be completed to support a June 5, 1998 DOE submittal date.
Therefore, after a preliminary evaluation, DOE requested that LANL revise their submittal
to incorporate changes to organizations responsible for SM projects, and the results of
LANL project management assessments to support a full DOE evaluation. Attachment 6
provides: (1) a brief discussion of the current LANL organization(s) responsible for SM .
construction projects, (2) a summary of the ongoing LANL initiatives, (3) a description of
the upcoming DOE evaluation, and (4) the associated NCPO and LANL correspondence
and supporting documentation.

Attachment 7 provides a summary of the process, findings, conclusions, and
recommendations of the DOE Chemistry and Metallurgy Research (CMR) Facility
Upgrades Project Assessment. This assessment is key in that it initiated many of the
actions to address project management issues within DOE and LANL. .

Attachment 8 is the draft Integrated Review Plan (IRP) for Conceptual Design Reports for
SM projects at LANL. This document was the review plan cited by the DNFSB letter,
which was originally developed for the review of the CMIP Enhanced Conceptual Design
Report in October 1997. However, with the delay of the start of the CMIP project until
FY 2001, it was modified and reissued as a foundation document outlining the basic
approach and processes that will be employed with a tailored and/or graded approach for
all LANL SM project design reviews.
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DOE Evaluation and Action Plan
Introduction

The DOE has a combination of activities completed, ongoing, or planned to identify and
address DOE and LANL deficiencies within the project and program management of the
SM construction projects at LANL. These activities have been developed incrementally as
the deficiencies and associated corrective actions have been identified. Furthermore, these
activities have expanded from a collection of project specific actions to a comprehensive
approach aimed at addressing issues affecting the overall SM construction program at
LANL. The ultimate goal of these activities is to establish and maintain a management
system with the required decision authority, resources, systems, etc., to effectively execute
the SM construction program at LANL.

As more of these activities have been completed, initiated, or planned, they have coalesced
into a set of actions, from compensatory measures to long-term solutions, that will be
managed to completion within the NCPO AP. The purpose of the AP is to capture,
define, document, integrate, implement, and measure performance against the actions
required to meet the aforementioned goal. The DOE has not completed all evaluation
efforts, nor fully developed the AP; however, the draft AP will be completed shortly, and
act as a key management tool and roadmap to ensure completion of the corrective actions.
The discussion that follows provides an outline and status of the primary evaluation
activities, the subsequent results, and the associated high level corrective actions and
schedules within the AP.

Background and DOE Evaluation Summary

Over the last several years, problems have arisen with the several DOE projects,
particularly at LANL. Several of these have been documented by the DOE and/or were
the subject of reports from the external entities such as the Office of the Inspector
General, DNFSB, etc. The issues that plagued both DOE and LANL project management
became extremely evident with the CMR Facility Upgrades project which eventually
resulted in the project’s suspension on April 21, 1997. The DOE, Deputy Assistant
Secretary for Military Application and Stockpile Management (DASMASM), requested
that the AL conduct an assessment of the CMR Upgrades to determine the root causes
behind the poor project performance and develop and implement the necessary corrective
actions. '

The assessment was conducted during the latter half of 1997, by DOE personnel
representing the cognizant program and project organizations at Headquarters (HQ), AL,
and the Los Alamos Area Office (LAAO). The basic conclusions of the assessment were
the following: '

O CMR Upgrades shoﬁcomings were the result of a broad systemic breakdown of
fundamental project management and engineering practices. Many of the root causes



of these failures were institutional and have been observed in varying degrees with
other LANL projects.

O The practices and institutional issues which led to the shortcomings were of a
recurring nature, had been documented several times, and solutions previously
developed were superficial and ineffective.

These conclusions are borne out by the fact that many of the issues and deficiencies
analyzed by the assessment team were the same as those identified nearly three years
earlier by the DNFSB as documented in their correspondence dated November 25, 19%94.

Excerpts of the presentations describing the process, findings, conclusions, and
recommendations of the DOE CMR Upgrades Project Assessment which were briefed to
DOE and LANL senior management from June through August 1997, are provided in
Attachment 7. The DOE findings were substantiated in large part by LANL internal
assessments.

The CMR Assessment coincided with DOE and LANL technical and/or decision reviews
of the CMIP and the Nuclear Materials Storage Facility Renovation (NMSFR) project
which surfaced similar issues. Furthermore, the 1997 DNFSB reviews of DOE and LANL
project management noted systemic deficiencies which resulted in the December 5, 1997,
letter and this response. Based on the similarities and the fundamental and institutional
nature of the identified deficiencies, DP and AL senior management determined that
broader action needed to be taken. As a result, Headquarters, AL, and LAAO program
and project personnel were tasked to develop and implement an action plan to address
project management deficiencies within DOE and LANL for not just the CMR, but for a
specific set of SM projects at LANL. These projects include CMIP, CMR, NMSFR, the
Nuclear Materials Safeguards and Security Upgrades Project (NMSSUP) and the
Technical Area-55 Fire Water Loop (FWL) Replacement Project.

The subsequent DOE evaluations of the SM construction program and their cumulative
results validated the conclusions of the CMR Assessment by identifying deficiencies in the
following major areas:

1. DOE and LANL project management organizational structure, personnel and
resources were inadequate to effectively execute the SM construction program at
LANL.

2. DOE and LANL project management systems in many cases did not contain, and were
not being implemented with, the formality and rigor commensurate with the
complexity and hazardous nature of the nuclear construction projects involved.

3. DOE and LANL did not effectively ensure the integration of program, project, and
safety functions within project development, review, and decision processes.

4. DOE and LANL have institutional issues that hamper the abilities of both
organizations to execute a single, clear, effective, and consistent approach to project
management.

5. Previous DOE and LANL attempts to address these issues have resulted in corrective



actions that have not been consistently developed or implemented on a comprehensive
basis.

6. DOE and LANL senior management mandates and attention have not always existed
or been maintained which has often led to corrective actions that were not
appropriately tracked, completed, or evaluated for effectiveness.

Action Plan Summary

Based on the aforementioned series of internal and external observations and assessments,
a number of corrective actions were undertaken. Many were initiated at the time that
assessment results and recommendations were provided to and accepted by DOE
management eventually culminating in the comprehensive approach being developed
within the AP. The AP, when completed, will establish the capabilities required to meet
the DOE program and project management objectives previously discussed. What follows
is a summary discussion of the corrective actions driven by the deficiencies which are
directly attributable to one or more of the six primary areas previously noted. Because
much overlap exists, additional discussion is provided where necessary to establish what
specific deficiencies are addressed by each set of corrective actions. It should be
understood that the draft AP is not complete and does not yet fully address all required
actions identified pending the results of the LANL self assessment and subsequent DOE
evaluation. A final AP will be prepared which will encompass all act:ons developed as a
result these evaluations. _

1. DOE and LANL project management organizational structure, personnel and
resources were inadequate 10 effectively execute the SM construction program at
LANL. .

O DOE has established the NCPO at AL to provide management and oversight of the
SM construction program at LANL. The NCPO program manager represents the
single responsible management official for project direction between Defense
Programs and LANL. NCPO is responsible for integrating the three key functional
elements of program, project, and.safety to successfully execute SM projects at
LANL. To accomplish this, the NCPO has a staff consisting of four functional
areas of integrated safety management, project engineering; project execution
oversight, and technical support. The LAAO project personnel responsible for
day-to-day on-site oversight of the SM projects now report to the NCPO program
manager. The DOE organizational roles and responsibilities are fully documemed
in the NCPO PMP.

D DOE has completed several NCPO staffing actions to provide the project
management personnel with appropriate levels of experience and expertise in
nuclear construction. Although these actions have already increased the quality
and quantity of the federal staff supporting the SM projects, AL and LAAO are
completing further staffing actions to fully complement the NCPO management
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functions. Additionally, DOE is evaluating NCPO needs for external expertise to
serve in technical and management assessments peer review activities, etc. |

The DOE organization and staffing actions are detailed in Attachment 1. The NCPO PMP
is presented in Attachment 5.

2. DOE and LANL project management systems in many cases did not contain, and
were not being implemented with the formality and rigor commensurate with the
complexity and hazardous nature of the nuclear construction projects involved.

O DOE is reviewing the contractual mechanisms and formal agl'eements required to
adequately convey. DOE expectations to LANL, measure LANL performance, and
establish clear responsibility and accountability for project execution within the
DOE and LANL. Currently, the contract between DOE and the University of
California (UC) does not sufficiently establish or address project management
requirements. The NCPO is utilizing the project authorization system as the near-
term formal process by which DOE expectations and requirements are met prior to
authorization and funding of LANL project activities. All authorizations require
approval of the NCPO program manager. DOE efforts are underway to develop
contractual language to effectively implement DOE Order 430.1, Life Cycle Asset
Management (LCAM). Additionally, DOE is evaluating and determining the best
means by which formal, yet non-contractual, agreements can be established and
maintained between DOE and LANL on a program-wide, or project specific basis.
This approach will allow an umbrella process to be established to convey DOE
expectations and requirements on a LANL-wide basis, yet provide a mechanism
for implementing additional requirements where project performance, complexity,
etc., warrants.

O The NCPO PMP is currently being developed to document how DOE will manage
SM projects at LANL as a single program. The PMP will document
‘organizational roles and responsibilities, describe interfaces within DOE and
between DOE and external entities, and establish and maintain project management
systems to control the projects and measure DOE and LANL performance.
Additionally, Project Execution Plans (PEPs) for each LANL SM project are being
revised/developed and maintained to incorporate the new organizational and
project management systems and processes and document basehnes on a project
specific basis.

D DOE has improvement efforts underway on several key project management
systems. The improvements fall into three basis categories: strengthening current
systems already in use, developing new systems or processes where required, and
enforcing strict DOE and LANL adherence to all project management
requirements. These efforts are focusing on the following areas: work



learned, program and project diréction, funds management, action tracking,
validation, on-site oversight functions, status reviews, technical reviews, and
delegation and decision processes.

The DOE project management system improvement initiatives, LCAM implementation,
and DOE/UC contractual efforts are discussed in more detail in Attachment 2. The NCPO
PMP is presented in Attachment 5.

3. DOE and LANL did not effectively ensure the integration of program, project, and
safety functions within project development, review, and decision processes.

'O DOE is evaluating the processes by which SM project baselines are developed.
DOE recognizes that many of the problems that arose within the SM projects were
a direct result of inadequate up front development of project technical baselines.

In many cases, technical baselines were not tied directly to clear mission and/or
functional and operating requirements. Condition assessments and as-built
drawings were not developed in advance of design work or commensurate with the
age and condition of the facilities to be modified, and the inadequate nature of their
configuration management program(s). Additionally, proper hazard analyses were
not performed with regard to both the final configuration of systems and facilities
and the associated authorization bases, nor the methods by which work would be
accomplished within operating nuclear facilities. To address these issues DOE has
required that certain development work be completed prior to initiation of Title I
Design. Project technical baselines are being reanalyzed for many of the projects
to modify them as needed and clearly define the tie to tangible requirements.

O DOE is also evaluating the processes by which technical baselines are documented,
controlled, and utilized to procure and define Architect-Engineer (AE) design
services. This is particularly acute in defining nuclear safety design requirements
which derive from facility hazards. In many cases, requirements could not be
traced from mission to functional and operating requirements through hazard

. analysis and conceptual design into controlled baseline documents used to task the
AE and eventual incorporation into preliminary and final designs. The processes
and procedures that LANL used, and that DOE employed to review. these
activities were not well defined or consistently applied. Having well defined
processes and procedures is particularly urgent as DOE transitions to a more
performance based approach in DOE Orders. NCPO has just initiated a
“benchmarking” effort to review available processes and procedures currently in
use at other DOE sites, and if available, throughout the nuclear industry, to ensure
that design requirements and criteria include a proper consideration of hazard
analysis derived safety inputs. Once complete, the changes will be integrated into
the NCPO PMP, and LANL implementing procedures as necessary.

0O DOE Headquarters, AL and_LAAO jointly developed the IRP for Conceptual
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Design Reports for SM projects at LANL, and NCPO issued it in draft on March
10, 1998. This review plan is an initial but important step in formalizing the DOE
process for reviewing project documentation and ensuring that program, project,
and safety functions are fully considered and integrated into the DOE decision
process. It further serves to convey the DOE expectations to LANL regarding
project documentation and the development required to adequately define project
scope, cost, and schedule baselines. This review plan will serve as the foundation
for other review efforts, such as the NMSFR 30% Title I Design Review Plan

‘currently being finalized.

The actions to improve technical baseline development by clearly tying it to mission
and operating requirements are provide in Attachment 4. The processesto
appropriately incorporate, review, trace, and control hazard and safety analysis results,
and code, standards and legal requirements through the design process is provided in
Attachment 3. The IRP is provided as Attachment 8.

. DOE and LANL have institutional issues which can hamper the abilities of both
organizations to execute a single, clear, effective, and consistent approach to project
management.

0

DOE is working with LANL to ensure the use of good project management
principles and practices to support management to baselines within the Laboratory
research and development environment. DOE has recognized that LANL has in
many cases not emphasized or employed a disciplined approach to project
management. This has affected the successful execution of the SM projects
through LANL’s continued development of alternatives, mabnhty to define
requirements and manage to established baselines.

DOE has taken action to simplify its project management organization and
decision making structure, and is encouraging LANL to do likewise. Too often,
more traditional and simple organizational models and processes have been
unnecessarily convoluted and complicated within the LANL and DOE
bureaucracies. Rectifying this is critical because DOE and LANL comprise several
different organizations that can potentially have conﬂlctlng goals making the
decision making process onerous.

These issues are discussed in more detail in Attachments 1 and 2 and will be a focus of
DOE’s evaluation of LANL’s pending self assessment as discussed in Attachment 6.

. Previous DOE and LANL attempts to address these issues have resulted in corrective
actions that have not been consxstently develaped or implemented on a
comprehensive basis.

and
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6. DOE and LANL senior management mandates and attention have not always existed -
or been maintained which has often led to corrective actions that are not
appropriately tracked, completed, or evaluated for effectiveness.

O As previously described, both the DOE and LANL undertook assessments to
identify root causes for and corrective actions to address the systemic project
management issues that resulted in the suspension of the CMR Upgrades. The
results of these assessments were briefed to both DOE and LANL senior
management and many of the initial corrective actions recommended were
accepted and aggressively initiated at that time. Further assessment activities
validated results, and reinforced the need to develop a comprehensive approach
which is now being developed and formalized in the draft AP.

O The DOE has mandated that a deliberate incremental approach to initiating,
restarting, or continuing SM project activities is warranted based on previous
performance. This approach is being prescribed across the SM construction
program. Work authorization and funding approvals will be provided on an
incremental basis whereby LANL will initially only be authorized to work on a few
tasks. After completion of these tasks, and verification of performance, LANL will
be authorized to begin follow-on work. As performance is proven, LANL will be
authorized to perform additional activities with an eventual ramp up to a full

“ execution mode for all SM projects. This process allows the Laboratory and DOE
to continue to make progress toward completing critical facility modifications and
supporting mission requirements, but in a very methodical and deliberate manner
to ensure the effectiveness of the corrective measures implemented.

O Both DOE and LANL have increased senior management attention and direct
involvement in the area of project management at LANL. The LANL Director,
Dr. John Browne, in recent Congressional testimony acknowledged the systemic
LANL project management deficiencies and outlined LANL actions and
commitments to resolve these issues. Likewise, DOE mechanisms, such as the AP,
are being established to ensure senior management at LAAO, AL, and HQ are
continuously informed of progress to date against the actions required to correct

- project management deficiencies.

These issues and resulting actions are addressed in more detail in Attachments 1, 2, 5, 6
and 7.

All required corrective actions will be managed within the AP. Actions will be developed
based on identified deficiencies and presented as recommendations to DOE management
for prioritization and inclusion within the AP. Specific corrective actions, resources,
responsible parties, milestones and expected completion dates will be developed in detail,
approved by DOE management and subject to change control to ensure their completion
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and effectiveness in meeting DOE objectives. A summary matrix of the draft corrective -
actions is provided in Table 1.

Conclusions

In summary, DOE agrees with the DNFSB observations in their letter dated December 5,
1997. It is the position of the DOE that there have been, and still are, deficiencies within
the DOE and LANL program management of the SM projects at LANL; however, real
improvements have been made in many areas where basic project management
infrastructure was either not in place or appropriately utilized within DOE and LANL.
Furthermore, DOE recognizes that additional improvements are necessary and that
management attention must be maintained to continue the processes outlined here. DOE
is committed to identifying deficiencies, addressing them through aggressive corrective
actions, and tracking the corrective actions through to completion in a formal and ordered
manner. The evaluation and action plan activities summarized here are undergoing
continued development and implementation, management attention and visibility is
consistent and high, and a concerted and aggressive approach to completing the required
actions to support successful execution of the SM projects is being maintained.



Response to DNFSB, December 5, 1997 Letter

Table 1

Nuclear Construction Projects Office - Draft Action Plan Summary

Aftachment -1

# Activity Title Status Resp. Org. Next Milestone EC Date *
A-11 NCPO Staffing Actions Ongoing OTSP/LAAO _|Complete ES-5 Recruitment Aug-98
A-12 Evaluate NCPO Resources Ongoing NCPO Resource Load/Evaluate NCPO vs Draft AP Aug-98

Attachment - 2

# Activity Title Status Resp. Org. Next Milestone EC Date *
A-2.1 DOE/UC Contract Revision (Project Mgt. Orders) Ongoi AUNCPONLAAO|Finalize Near Term Contract Revision Strategy Jul-98
A-2.2 Revise Project Execution Plans Ongoing | NCPOAANL jRevise NMSFR PEP Jul-98
A-23 NCPO Action Plan Ongoing NCPO Draft Action Plan Submittal to DOE Mgt. Jul-98
A-2.4 Improve LAAO PE/O Project Assessment Function Ongoing NCPO Develop Assessment/Report Format Jul-98

Attachment - 3

# Activity Title Status Resp. Org. Next Milestone EC Date *
A-3.1 NCPO "Benchmarki Early Scoping NCPO Develop Benchmarking Study Parameters Jul-98
A-32 DOE/C Contract Revision (Safety Orders) Ongoing | ALINCPO/LAAQ|Finalize Near Term Contract Revision Strategy Aug-98
A-33 NCPO ISM Project Evaluations Pending NCPO Complete NMSFR ISM Plan Review Jun-98

Attachment - 4

# Activity Title Status Resp. Org. Next Milestone EC Date *
A-41 CMR Upggdes Baseline Establishment Pending NCPOALANL _|Reliability Upgrades Workshop Jul-98
A-4.2 TMSE Baseline Establishment Pending NCPO TMSE FY99 Activity Workshop Jun-98
A43 NMSF Baseline Establishment Pending NCPO 30 % Title | Design Review Complete Jun-98
A-4.4 CMIP Baseline Establishment Pending NCPO Prepare/Recommend Critical Decision 1 Oct-98
A-4.5 NMSSUP Baseline Establishment Pending NCPO Prepare/Recommend Critical Decision 2 Aug-98

' . Attachment - 5

# Activity Title Status Resp. Org. Next Milestone " EC Date *
A-5.1 Complete NCPO PMP Ongoing NCPO Complete Final Draft Review Jun-98
A-5.2 Develop/Document NCPO Procedures Ongoing NCPO "|Complete Review of PM Procedures for Adequacy Aug-98

Attachment - 6

# Activity Title Status Resp Org. _ Next Milestone "EC Date *

A-6.1 DOE Evaluatlon of LANL Project Management Pending | NCPO/LANL |LANL Submittal of Revised Response Jul-98

Note 2 - A-1.1 through A-6.1 Activities are Recommended Roll-up Actlons that are being Detailed and Presented to DOE Management for Approval for Inclusion in the NCPO Action Plan.

* EC Dates Shown are for Expected Compietion of the Next Milestone




Attachment 1

“Provide more focused, structured organizations augmented with personnel well |
experienced in the design and construction of major, complex, hazardous projects.”

The DOE recognizes that the organizational structure, personnel and resources have, in
some cases, not been effective in assuring successful execution of the SM construction
projects at LANL. To address this concern, DOE has taken actions to: 1) clarify,
streamline, and integrate the project, program and safety authorities and responsibilities
for LANL SM projects under one accountable DOE line management organization; and
2) increase the DOE staffing and technical resources available to support the execution of
the LANL SM projects. The followmg provides additional discussion regarding these
actions.

Clarify, streamline, and integrate the project, prograrri and safety authorities and
responsibilities for LANL SM projects under one accountable DOE Ime management
organization

The DOE project management structure for SM projects at LANL has been reorganized
to simplify the lines of communication and authority for all aspects of the project planning
and execution. The new structure consists of three organizational interfaces representing
DOE Headquarters, DOE Field and LANL each with clear and defined responsibilities to

" execute project management. This streamlined approach will ensure responsibility and
accountability for successful project implementation is maintained. This organizational
structure is fully discussed within the NCPO PMP, Attachment 5.

Key to this new organizational approach is the creation of a dedicated DOE field projects
office, NCPO, which has the responsibility and accountability for project execution for
LANL SM construction projects. The NCPO provides an integrated, seamless
organization which will manage interfaces between HQ, AL, LAAO, and LANL. The
NCPO also serves to ensure that safety is adequately integrated with all areas of project
design and construction. To accomplish this, the NCPO is comprised of AL and LAAO
personnel organized into four functional areas: integrated safety management, project
engineering, project execution oversight, and technical support. The NCPO is developing
various processes/procedures (see Attachment 2 and 3) to effectively integrate and
execute functional responsibilities. Additional discussion of these functional roles and
responsibilities are provided in the NCPO PMP.

The DOE will evaluate the effectiveness of this organizational structure through NCPO
performance metrics, and continued mprovement efforts will be implemented as

necessary.

Increase the DOE staffing and technical resources. avazlable 10 support the NCPO and
effective execution of the LANL SM projects



DOE acknowledges that project management personnel with the appropriate levels of
experience and expertise in nuclear facility design and construction are required. Prior to
the NCPO, the number of DOE Field positions dedicated to the LANL SM projects was
limited (approximately four), with most of the positions located at the LAAO. Following
the creation of the NCPO, the DOE has more than doubled the number of technical
professionals dedicated to these projects and is working aggressively to ensure unfilled
positions are a priority. Recruitment has (and continues) to receive DOE senior
management attention. The DOE criteria for these positions requires individuals with .
knowledge and experience in engineering, construction, project management and safety.
With the exception of the NCPO Program Manager (currently being filled by the Office of
Technology and Site Programs Deputy Assistant Manager) and a LAAO Pro;ect Officer
position, the NCPO is fully staffed.

The NCPO has organized as indicated in the NCPO PMP, and is currently staffed by ten
technical professionals, which includes the LAAO Project Officer positions that are
integrated programmatically into the NCPO. The DOE will continue to evaluate the
NCPO’s performance, organizational responsibilities and staff resources as the SM
projects progress to assure continued improvement from lessons learned..

In summary, the DOE agrees with the DNFSB that there has been a need to refocus its
project management structure for LANL SM projects and ensure adequate and technically
competent staff. The actions discussed above have been taken to address these concerns.
With the creation of the NCPO, previously dispersed program, project, and safety
management functions are under one organization to provide a simple, responsive and
integrated organizational structure to manage stockpile management construction projects
at LANL. The NCPO now represents the single responsible organization for project
direction between DP and LANL. Moreover, the establishment of the NCPO has resulted
in an increase in the competence and quantity of the federal staff supporting the SM
projects at LANL. DOE will continue to evaluate the effectiveness of this organization to
successfully implement these SM projects at LANL and make adjustments as required.

A summary schedule for Attachment I actions is provided in Table 1.



Attachment 2

“Develop appropriate project management controls for CMIP per DOE Order 430.1 or
equivalent.”

The issues and deficiencies identified with the DOE project management system as applied
to the management and oversight of the LANL SM projects fall into two major areas: (1)
DOE establishment of clear requirements through contractual mechanisms and formal
agreements with LANL, and (2) the adequacy, documentation, implementation and
adherence to the project management systems, processes and controls established. The
following discussion describes the current DOE issues in these two areas and associated
corrective actions.

DOE establishment of clear requirements through contractual mechanisms and formal
agreements with LANL.

DOE recognizes that the contract between DOE and the UC does not sufficiently address
project management requirements. DOE acknowledges that project management
requirements should be incorporated into the contract between DOE and UC/LANL.
These would include the basic DOE agency-wide policies and requirements regarding
program and project management such as DOE Otders 4700.1, Project Management
System, 430.1, LCAM, and 2200.6, Cost Accounting, and the Joint Program Office
Direction on Project Management (JPODPM), etc. These requirements will be established
within the DOE/UC contract through direct incorporation of the Orders or through the
addition of contractual language addressing the project management functional area
requirements which references the applicable Orders or Policy documents.

Other expectations must be established through formal agreements between the
responsible DOE and LANL management organizations. These would include additional
or more specific project management measures driven by DOE Headquarters, AL, NCPO,
or LAAO policies and requirements that are deemed necessary for the successful
management of the SM construction projects at LANL. Examples are LANL
requirements supporting implementation of the DOE project management systems,
processes, and procedures such as project authonzatxon, validation, status/technical
reviews, change control, etc. These requirements will be established through mechanisms
such as the NCPO PMP, project specific PEPs, and formal DOE direction memorandums.
These two sets of provisions are complimentary in that the contractual language will be
developed to support the enforcement of the second tier formal agreements. Collectively,
these provisions will adequately convey DOE expectations to LANL, establish clear

. responsibility and accountability within DOE and LANL for project execution, and
measure DOE and LANL performance using a graded approach commensurate with the
varied size, complexity, and hazardous nature of the projects at LANL. :



To establish these provisions DOE is undertaking a series of actions described below in
the two categories of DOE/UC Contract Revisions and DOE/LANL Formal Agreements
on Project Management.

DOE/UC Contract Revisions

DOE is establishing a working group including DOE Headquarters, AL, and LAAO
representatives that will be tasked with implementing the near-term actions to address
project management within the DOE/UC contract as well as developing the contractual
language for incorporation into the contract as the long-term solution. This group has
conducted early scoping sessions, and the next steps will be to conduct discussions with
LANL and reach consensus on a final implementation strategy. The following describes
the actions that are in place now as compensatory measures, and those planned or
proposed to complete this task: .

O The NCPO is utilizing the project authorization system as the near-term formal
process by which DOE expectations and requirements are met prior to authorization
and funding of LANL project activities. All authorizations require approval of the
NCPO program manager. This action addresses the SM projects at LANL, the focus
of this report; other projects employ similar measures.

0O DOE may request that certain DOE Orders canceled by the implementation of LCAM
be reestablished within the DOE/UC contract. DOE understands that the Orders that
were deleted from the current contract should not have been canceled or deleted from
the contract before the provisions for full LCAM implementation had been established.
It is anticipated that at a minimum, DOE Order 4700.1 will be included in this action.
The DOE working group is currently in talks with LANL to determine the
ramifications of this action. It is believed that this will be a very near-term stop gap
measure as functional requirements contractual language is developed.

O DOE has developed a series of draft Functional Requirements Documents (FRDs) for
inclusion in the DOE/UC contract. These documents lay out the basic DOE
requirements in many of the areas covered by Orders canceled by the implementation
of LCAM such as project management, utilities, site planning, etc. The project
management FRD is based on LCAM and the JPODPM implementation requirements.
This document is currently being evaluated for adequacy. Additional requirements and
provisions supporting the aforementioned formal agreements are still being
incorporated, and the document is being finalized into a format consistent with its
intended use as a contractually binding document. When incorporated, the FRD will
supersede the previously mentioned contract incorporation of DOE Order 4700.1.



D DOE is continuing to develop the draft DOE Order 430.1A which includes a _
contractor requirements docum